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EXECUTIVE SUMMARY

Improving Communication

and Transparency
¢ To hear and be connected to others’ insights,
concerns, and ideas around the hybrid work
environment, ensure consistent and effective broad
and large-scale forums for staff.

¢ To grow and enhance organizational culture,
consider options for leveraging an employee

experience platform that seamlessly integrates and
is consistent with existing tools that fulfill functional
and as well engagement needs.

¢ To fulfill more than just informational needs,
ensure the organization provides communication

Productivity

¢ Trust and autonomy are critical to the success of

¢ Manage for results, not “line of sight” supervision.

hybrid work environments.

¢ Maximize full use of digital collaboration tools
(beyond just meetings) to increase opportunities
for formal and informal feedback and direction
(e.g., “office hours” set for members to "drop in”).

O Focus team productivity benchmarks on the key
markers that signify success for your organization.

Professional Development (PD)

events and resources dedicated to staff well-being.

Strengthening and Adapting
Organizational Culture

¢ Organizational culture sets the context for

everything an organization does. To ensure culture

is being reinforced at all levels, start with your
leadership team.

0 To strengthen the organizational culture in a
hybrid environment, one must create a culture of
continuous learning and continuous feedback.

¢ Adapting organizational culture is extremely
important to ensure a more productive, engaging
work environment and increase morale.

Inclusivity and Equity

¢ Hybrid work models can feed power
differentials within teams, so leaders need to
take intentional and proactive measures to
balance access to both resources and manager
time.

O Revisit office policies and procedures regularly
to ensure they do not provide unfair advantage
based on access or proximity.

¢ Establish a culture of safety and trust so
employees feel empowered to speak up and ask

¢ An organization’s PD program should be reassessed
to engage, train, and develop employees in all three
hybrid categories.

O With employees now working in different locations,
organizations should develop a “culture of learning,”
where learning is closely aligned with the everyday
flow/pace of work. This would provide employees

with continuous and contemporaneous feedback on
tasks and the opportunity to ask real-time questions.

¢ To be successful, a hybrid workplace’s PD program
should utilize a variety of digital collaboration tools
and techniques to blend physical and remote work,
and to promote equitable knowledge building and
exchange for employees in all hybrid categories.

Welcoming and Successfully
Integrating New Hires

0 Setting up new hires for success prior to their start

date (e.g., send welcome package; ensure adequate

systems set up/operation at worksite locations;
schedule introductions to team members).

O Emphasize ‘personal connection’ with individuals
over ‘paperwork’ during the new hires’ first week(s)
on the job.

¢ Extend onboarding process to ‘integrate and

assimilate’ new hires past the first few weeks

encouraging questions/feedback, establishing
achievable short-term goals.

for resources.




Introduction

The COVID-19 pandemic forced many federal agencies and their employees in to telework
on a massive scale. After initial stumbles, many agencies updated the technology, tools,
and bandwidth necessary to successfully support wide scale telework and those
employees who minimally needed a telephone and laptop to effectively do their jobs
adjusted to the new normal.

As the challenges surrounding the pandemic continue, agencies are now making plans for
a new, longer-term “hybrid” environment that often has a mix of people in three
categories: 1) in the office, 2) teleworking on a designated day or days during the pay
period, and 3) remote employees who will not come into the workplace. This hybrid
environment will challenge many agencies’ traditional ways of doing business, as it will
be increasingly important to integrate these three categories of employees into the
workplace and provide equal opportunities, access, support, and growth (to name a few).

This Playbook focuses on the human side of the new hybrid work environment and
provides strategies and best practices for workforce management and support in this new
setting. Specifically, this Playbook serves to: 1) identify anticipated and potential barriers
that could prevent federal agencies from successfully integrating all employees into the
workplace; and 2) support agency efforts by offering strategies and best practices to:
successfully strengthen and adapt organizational culture, improve communication and
transparency, welcome and successfully on-board new hires, rethink professional
development, and enhance productivity, inclusivity, and equity. We hope that many
federal agencies and managers will find this Playbook useful and are able to draw and
implement strategies from it.



Improving Communication and Transparency

Context

Leadership needs to include more than just delegating work and
communicating how to do tasks. Leaders must keep constant awareness and
maintenance of the humanity in the workplace which is the backbone of
successful communication among all staff levels — both in person and in the
hybrid or remote realm.

The Harvard Business Review suggestions that “one of the big questions many
leaders are facing now is: how can we meaningfully communicate, collaborate,
and connect in a hybrid (or remote) environment?” The challenge becomes
how do we stay on the “track” if we are riding in different “trains,” which can
be remote work, telework and in the office. To continually address this
challenge, employee engagement and work platform, technologically- or
culturally-based, need to be fully functional and integrated for a reliable and
trusted environment and transparent culture.

See Inclusivity and Equity Section for further discussion.

Best Practices

Cyclical Awareness and e Provide frequent, if not daily, check-ins to provide staff opportunity to

Feedback

speak openly about their work experience and concerns and inquire how
you can support them.

e Consistently and effectively hold larger and broader forums for staff to
hear and be connected to others’ insights, concerns, and ideas around the
hybrid work environment.

o Include forums such as town halls, moderated Q&A video calls, and
survey discussions.

Efficiency

e Practice less is more when deciding which and how many platforms
employees utilize in their daily work life, from human resources and
leadership communications to office-level and team engagement.

e Leverage an employee experience platform that seamlessly integrates and
is consistent with existing tools to digitally enhance and grow
organizational culture: creating connections, surfacing knowledge,
capturing feedback, and providing it in staff’s natural flow of work.

Employee Well-Being e Ensure leadership has the time and space to show kindness and express

genuine interest in the staff’s work, on a frequent and consistent basis so
communication is continuous rather than a task.

e Sponsor benefits and wellness webinars on a variety of topics in different
formats.

e Consider a dedicated area on staff intranet site to provide comprehensive
resources for all previous hybrid or remote work communications (i.e.,
events, self-help guidance and other links) as well as upcoming sessions
focused on the future of work concerns.




Diagnostic Questions o How will you identify and manage the horizontal and vertical
communications (leadership to staff and staff to staff) in a hybrid
workplace?

e How will you manage public announcements and updates about changes to
the work environment, organization-wide and across different teams?

e What timing and awareness is needed before external communications?

o What legal aspects of communication need to be addressed such as
recording town halls and chats during events?

e What ground rules (privacy and protection) need to be set and understood
by all staff communicating in a hybrid/online environment?

Learning Videos:
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https://www.youtube.com/watch?v=qRSrgLtok7I
https://www.youtube.com/watch?v=pcumBgm0qHw
https://www.youtube.com/watch?v=pT6SgI32hj8
https://www.youtube.com/watch?v=qRSrgLtok7I
https://www.youtube.com/watch?v=pcumBgm0qHw
https://www.youtube.com/watch?v=pT6SgI32hj8

Strengthening and Adapting Organizational Culture

Context

An organization’s culture defines the proper way to behave within the
organization. This culture consists of shared beliefs and values established by
leaders and then communicated and reinforced through various methods,
ultimately shaping employees’ perceptions, behaviors and understanding.
Organizational culture sets the context for everything an organization does.

To ensure culture is being reinforced at all levels, start with your leadership team.
Constantly communicate values and be transparent about expectations going
forward for hybrid work. Make room for questions and discussions among your
leadership team, and always be open to change. Empowering and encouraging
leadership gives them autonomy over their style and manner of leading their
team to a unified goal.

Adapting organizational culture is extremely important to ensure a more
productive, engaging work environment and to increase organizational morale. It
may look different for all organizations, so flexibility is important to allow
employees to do their best work anywhere, while still enabling the organization
to thrive.

In order to strengthen organizational culture in a hybrid environment, you must
create a culture of continuous learning and continuous feedback. This can be
accomplished through technology with onsite and a remote workforce. It is
important to let your employees know the impact they make with their work, by
aligning employee’s meaningful work with the organization’s mission.

Another key to strengthening organizational culture is to start with trust and not
micromanaging employees. Communicate regularly with your people to ask if
they have everything they need to get their jobs done — but don’t micromanage
with too many meetings or calls to check on a project’s progress.

Prioritizing mental health has proven to be of utmost importance for longevity,
productivity, retention, and overall organizational growth and success—
particularly since the pandemic. Employers who fail to emphasize the importance
of mental health and employee wellbeing risk losing confidence among their
team in their leadership abilities.

Best Practices

e Offer trainings and seminars on how to effectively work from home to employees.
e Implement new training programs regarding remote technology and the importance of cybersecurity

protocols.

o Take strides to adjust work culture and communication standards to the new work model.
e Maintain employee trust and confidence by ensuring that you have proper systems in place to
accommodate the new work structure.

e To ensure everyone is on the same page, opt for remote-first communication when providing
direction and important organizational information.
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e Be flexible yet consistent in meeting employees’ needs.

e |mplement a knowledge management system by having all critical documents, notes, standards, and
best practices available and easily accessible.

e Adopt collaboration tools since teams can be in many different locations (See Improving
Communication and Transparency for further discussion).

Diagnostics e How do you keep onsite and remote workers effectively collaborating?
e What resources are needed for remote workers to successfully do their jobs?

Learning Videos: Implementing a Hybrid Workplace Strategy

How to Adapt to the NEW Work Environment Without Losing your Top Talent



https://youtu.be/wd1tcDoTuA0
https://youtu.be/jiaxbGnMz6E

Inclusivity and Equity

Context

The business case for diversity, equity, and inclusion is stronger than ever. Research
shows that restructuring events are critical moments that can either exacerbate or
reduce inequity.

Diversity describes all the ways we are different and similar. Inclusion involves
bringing together and harnessing these diverse resources. Inclusion puts the concept
and practice of diversity into action by creating an environment of involvement,
respect, and connection—where the richness of ideas, backgrounds, and
perspectives are harnessed to create improved solutions or outcomes. Various
aspects include:
A. Inclusive Diversity: A set of behaviors that promote collaboration among a
diverse group of employees
B. Workplace Inclusion: Cultivates a culture that encourages collaboration,
flexibility, and fairness to enable individuals to contribute at their fullest
potential
C. Equality: The state of being equal, especially in status, with respect to rights
and opportunity
D. Equity: The quality of being fair and impartial

The shift toward a hybrid work environment can both accelerate old challenges and
create new ones, especially when it comes to issues of diversity, equity, and inclusion
(DEI). By taking a closer look at how power structures persist in this new
environment, we can help ensure our organizations not only avoid common DEI
issues, but also use this moment to improve and build a better organizational culture.

Best Practices

Equalize the
employee
experience

¢ Inclusion is setting an environment that encourages collaboration, flexibility, and
fairness that enables individuals to contribute at their fullest potential. This set of
behaviors and norms encourages employees to feel valued for their unique
qualities and experience a sense of belonging.

e Hybrid work models are inextricably tied to power and influence in the work
place — it creates power differentials within teams that can damage
relationships, impede effective collaboration, and ultimately reduce
performance. Due to where they’re positioned (in the office or teleworking),
employees will have different access to resources and different levels of visibility
— both key sources of power and influence. For example, employees in the office
tend to have faster and easier access to information, and that information tends
to be more current and broader (including informal water-cooler conversations),
which provides them with an edge when it comes to the rapid changes of today’s
environment.

e Many of these issues arise from a lack of awareness of the power imbalances
these systems create. For example, one social psychology concept called “The
Mere Exposure Effect” explains the human tendency to favor people, situations
and things that are familiar vs. those that are unfamiliar. Another related concept
is “The Proximity Effect,” or the fact that people in close physical proximity to
one another are more likely to form interpersonal relationships than those who




are distanced. Increased exposure, increased familiarity, increased
(subconscious) favoritism.

Take steps to promote awareness of these issues and educate teams on how to
avoid such biases based on whether a person is in the office or not.

Revisit office policies and procedures regularly to ensure they do not provide
unfair advantage based on access or proximity. For example, key performance
indicators shouldn’t align with accessibility to in-office resources.

Establish a culture of safety and trust so employees feel empowered to speak up
and ask for resources.

Position each team
member for
success

For supervisors, consider who you are spending the most time with and if you are
giving key pieces of advice, mentorship, and opportunities to all employees,
regardless of where and how they work.

Practice transparency when assigning tasks. Make sure the same individuals are
not routinely given more opportunities, and do not assign opportunities based on
stereotypical roles (e.g., share burdens equally for roles; notetakers for meetings;
completing administrative tasks; organizing office events).

Support all colleagues’ efforts to take advantage of rotations, training, and career
development opportunities.

Question your
assumptions...

About the productivity of an individual based solely on how much time they
spend in the office vs. teleworking. (see Productivity Section for more detail)
About why a colleague does or does not telework.

About what team members want and need. Practice empathy by learning about
your team members’ experiences if they are comfortable sharing and put
yourself in their shoes to better understand their needs and aspirations, what
energizes them, and how you can be a resource.

Practice inclusive
communication

Ensure all meetings include virtual components, even if some are in the office,
and make sure to provide needed training to everyone on the team for the
technology tools used.

o Meeting organizers should pay special attention to inclusion of remote
participants in the discussion and decision-making process.

Remember that remote and office employees will have different levels of access

to information and resources. Information that may more easily circulate

informally within the office may be missed by remote employees. Making
information accessible to all will benefit all team members.

Spontaneous conversations can and should happen in person, but managers

should also be deliberate about encouraging employees to loop in or follow up

with colleagues whose equities are involved but who were not present.

o Teams can simulate these types of interactions with online consultation
hours, like a professor’s office hours. Similarly, to simulate teams’ informal
ways of aligning their work onsite, teams could organize daily digital 15-
minute stand-ups where team members share what they did the day before
and what they will work on that day, signaling roadblocks and reaching out
for help or feedback from team members.

See Improving Communication and Transparency Section for more information.




Diagnostic e What story am | telling myself about a colleague’s experiences or behaviors?

Questions What data am | missing?

e How inclusive is my approach? How are others perceiving the level of inclusion
and equity?

e Who is missing from the conversation and why?

Learning Resources | Article: HBR: How to Measure Inclusion in the Workplace

Article: HBR: Making the Hybrid Workplace Fair

Article: Why our brains fall for false expertise, and how to stop it

Video: Driving inclusive and effective meetings at Microsoft with Microsoft Teams
Podcast: Dimensions of Diversity: How to Remain Inclusive in a Hybrid Workplace

10



https://hbr.org/2021/05/how-to-measure-inclusion-in-the-workplace
https://hbr.org/2021/02/making-the-hybrid-workplace-fair
https://www.strategy-business.com/article/Why-Our-Brains-Fall-for-False-Expertise-and-How-to-Stop-It
https://www.microsoft.com/insidetrack/blog/driving-inclusive-and-effective-meetings-at-microsoft-with-microsoft-teams/
https://www.bipc.com/dimensions-of-diversity-how-to-remain-inclusive-in-a-hybrid-workplace

Productivity

Context

While there are many factors at play in navigating the hybrid work environment,
productivity is a key consideration. Productivity is simply how efficient one is at
completing tasks. It’s directly tied to effectiveness, which, in turn, can be defined as
“the capability of producing a desired result.” Is the new structure more or less
productive than models of the past? Pre-pandemic studies by Stanford researchers and
others found that employee performance/productivity in a work from home
environment improved by 13 to 35 percent when compared to traditional office
workers. The practices and information provided below will help agencies address
productivity in the hybrid work environment.

Best Practices

Approach

e Manage for results, not just “line of sight” supervision. Just because an employee is
in the office or emailing frequently does not mean they are more productive than
an employee working from home on a particular project.

e Trust and autonomy are critical to the success of hybrid work environments where
managers are not always able to “see” the process.

e To overcome any perceived bias against the hybrid work model, managers must
value everyone’s contributions equally. The use of multiple communication
channels, clear goal setting, and proper task delegation also helps keep teams on
the same page.

e Meetings including both in-office and teleworking staff should be planned and
managed to be virtual-friendly for those attending remotely to ensure full
engagement and communication.

e Maximize full use of collaboration tools (beyond just meetings) such as Microsoft
Teams or Zoom to increase opportunities for formal and informal communication
(e.g., “office hours” set aside for members to "drop in”).

Measurement

e The productivity benchmarks you measure for your team should focus on those key
markers that signify success for your organization.

e Especially in the hybrid environment, focus on outcomes in assessing performance
and promote transparency around how people use their time and flexibility to get
work done.

e Here’s a short list of possible productivity metrics for both in-office and telework
staff:

o The rate that tasks are completed on time

The number of tasks that are completed

Quality of completed work

Feedback from customers

o
o
o
o Availability during work hours

Balance

e While remote and teleworkers report better work-life balance due to higher
productivity and lack of commutes, etc., they also show a tendency toward longer
working hours and higher workloads; factors that should be monitored by managers
to prevent burnout and other negative impacts to employees.
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https://blog.hubstaff.com/employee-productivity/

Diagnostic
Questions

What barriers (systemic or situational) might impede individuals reaching peak
performance in the hybrid environment? What can | do to address these?

For each employee’s performance: What are the key outputs needed from this
position and how can we track success in meeting those objectives?

Value Added
Information —
Productivity

Are remote workers more productive? Perhaps counter-intuitively, recent survey
information indicates that remote workers (and likely hybrid workplace workers as
well) fare better than their full-time cubicle counterparts in many areas:

According to French researchers Bergeaud and Cette in 2021, teleworking seems to
have a positive impact on productivity if workers are engaged, adequately prepared,
and trained and have the appropriate equipment and work environment at home.
PriceWaterhouseCoopers (PwC) conducted multiple surveys during the COVID-19
Pandemic and found both employees and employers reported improved
productivity over time as telework experience grew.

77% of remote workers in a Connect Solutions Survey reported overall higher
productivity when using hybrid work environments.

An International Workplace Group (IWG) Report in 2019 found that 85% of
international businesses believed that flexible (i.e. hybrid) workplaces had made
their companies more productive.

The 2019 IWG Report reported gains in productivity due to hybrid workplaces of at
least 20% and more in some countries.

81% of remote workers state that their communication with colleagues is good or
excellent.

Remote workers take less sick leave since many continue working if there are no
concerns about bringing contagious illnesses to the office.

89% of employees believe that a flexible (i.e. hybrid) job would help them take
better care of themselves and 88% of people who had to take a break from work
due to difficult personal circumstances report that they would have been able to
keep working in a flexible work environment.

The average daily roundtrip commute in America is 52 minutes. Eliminating
commutes provides better work/life balance and reduces health risks associated
with commuting.

Companies that allow employees to work remotely have a 25% lower employee
turnover rate and 76% of workers report they would be more loyal to their
company if it offered flexible (hybrid) work options.

Learning
Resources

Article, Fast Company: How to Maximize Productivity in a Hybrid Work Environment
Article, HBR: Let's Redefine "Productivity" for the Hybrid Era
OPM Website, Services for Agencies: Telework and Hybrid Solutions Training

Future of Hybrid Working How to Do Hybrid Meetings Right
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https://www.fastcompany.com/90657901/how-to-maximize-productivity-in-a-hybrid-work-environment
https://hbr.org/2021/09/lets-redefine-productivity-for-the-hybrid-era
https://www.opm.gov/services-for-agencies/telework-and-hybrid-solutions/telework-training/
https://www.youtube.com/watch?v=U5qfgarKjaQ
https://www.youtube.com/watch?v=H9-JUHrEgF0

Professional Development

el While the hybrid work environment may present challenges to an organization’s

professional development (PD) program, as traditional “only in person” training may
be used less frequently than in the past, it also presents a unique opportunity to
rethink effective strategies to engage, train, and further develop employees in all three
hybrid categories (in-person, telework, or remote). Doing so would result in an even
more inclusive work environment that has broader participation of traditionally
underrepresented or less-vocal employees as well as employees with disabilities,
familial responsibilities, or travel restrictions, for example. Further, providing these
opportunities fairly to all will enhance each employee’s work experience, which will
hopefully result in higher morale, job satisfaction, retention (as employee turnover has
become a significant problem for organizations to overcome during the pandemic),
productivity, and effectiveness.

Seeking Feedback

Conduct a detailed survey of each individual you directly supervise about their self-identified areas of
growth/interest and identify specific ways (tailored to their hybrid category) to develop their skillset in
those areas (e.g. finding a virtual training on a subject for a remote employee, or an “in the field” training
for an employee who is comforatable attending in person). This is key in a hybrid work environment that
can sometimes feel lonely and isolating.

Consider also seeking feedback about how employees in one hybrid category (i.e., in person) interact with
others who are in their same category or in a different category (i.e., telework) as well as how they

perceive employees in different categories and how they feel they’re being perceived. This type of survey
could reveal inequities, or even exclusivity, in PD for employees in the different hybrid categories (e.g., an
in-person employee is excluding remote colleagues from meetings or events) that can then be addressed.

A Culture of Learning in the Flow of Work

In a hybrid work environment, employees may not all be in one location or interact with one another each
day unless they are proactively encouraged. As such, organizations should develop a “culture of learning”
where learning is a part of the employee’s everyday activities (regardless of which hybrid category they’re
in). Learning activities should be closely aligned with the everyday flow/pace of work (i.e., in real-time as
tasks are being completed) in order to provide continuous and contemporaneous feedback, and
demonstrate the skills needed to complete the task at hand. This culture of learning should give
employees the room and safety to explore their skills, acknowledge where they need support, and share
where they can assist others in their own areas of strengths.

Managers and employees in all three hybrid categories should work together to develop these learning
activities, as they may be most effective when specifically tailored for each hybrid category — this
collaborative effort would also leave employees feeling more visible, supported, connected, and
empowered to lead. For example, a new remote employee is struggling with how to complete a specific
type of work assignment. That employee’s in-office manager suggests that they meet through a virtual
platform and work through an actual assignment together so that the manager can better identify exactly
what the employee may be struggling with. As the employee is showing (through the use of a shared
screen feature) or describing to the manager the steps they’d take, the manager can provide
contemporaneous feedback to address any issues they’re seeing (e.g., the new employee missed a step or
assumed a step wasn’t necessary). That way, the learning is done through the natural flow of completing
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the assignment and in a “safe” setting that shows the employee that their manager is invested in their
development. Such a culture would result in employees being more engaged and satisfied (as they won’t
feel “forgotten” or “left behind” in a hybrid environment) while continuously improving their performance,
efficiency, and productivity.

Digital Tools and Strategies to Support PD and Collaboration

To be successful, a hybrid workplace’s PD program must have the right assortment of tools, learning
activities, and learning settings. It should also utilize a variety of digital collaboration tools and techniques
to blend physical and remote work, and to promote equitable knowledge building and exchange for
employees in all hybrid categories. Utilizing a wide array of learning opportunities will also get broader
participation from diverse groups of employees. Here are some examples of PD activities to consider:

o Deliver formal training in varying formats, including: self-directed learning; self-directed learning
with live (virtual or in-person) groups to discuss the training material/topic; or a more traditional,
fully live training (virtual or in-person) that is interactive and engaging. These varying formats will
provide maximum flexibility to employees in all hybrid categories with respect to how and when
they learn. Further, using different digital collaboration tools (such as virtual breakout sessions,
whiteboards, use of chat box feature, or polls) for all trainings, regardless of their format, enable
employees in various locations to interact with and learn from one another.

e Organize a series of shorter, targeted learning activities, as they are more effective and easier to
schedule in a hybrid environment (with varying work schedules) and foster ongoing collaboration
and communication.

e Create an electronic internal learning hub (accessible to all) that consolidates various training
tools, resources, and exemplars across different teams/regions.

e Develop a formal mentorship program where interested employees are partnered with more-
experienced colleagues and managers they don’t typically work with. This allows folks in different
hybrid categories to connect with each other and serves as a leadership opportunity for the
mentor.

e Engage in cross-region or business-unit work to increase human connection and gain exposure to
different individuals and workstyles.

e Create an informal “buddy” program, where buddies can provide support to new hires or
interns and answer any “simple” questions or serve as a learning resource if time-sensitive
guestions arise (e.g., providing real-time guidance to a difficult caller on the customer service
line). The buddy dynamic could differ depending on the employees’ hybrid categories
(e.g., -in-office buddies who go for a walk together, or remote buddies who virtually eat lunch
together).

e Podcast: “Get Reworked” Podcast Full Episode List

e A 2020 Survey from getAbstract revealed that employees of all generations who
frequently engaged in learning felt more fulfilled (resulting in less turnover),
accomplished, and motivated. Also:

o More than half of Millennials (58 percent) and Gen Z (52 percent) said that
success in their careers depends on frequently updating their workplace skills
and knowledge. An overwhelming majority (93 percent) said it was at least
somewhat important that their employers provided resources for ongoing
learning, while younger generations were more likely to indicate that it was
extremely or very important.

Learning
Resources:
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https://www.reworked.co/podcasts/podcast-get-reworked/
https://journal.getabstract.com/en/2020/01/14/updating-skills-is-there-a-generation-gap/

Welcoming and Successfully Integrating New Hires

Context: The Importance of Effective Onboarding

One of the most important ways that organizations can improve the effectiveness of
their talent management systems is through the strategic use of onboarding- the
process of helping new hires adjust to social and performance aspects of their new
jobs quickly and smoothly.

A positive onboarding experience is particularly important for newly hired employees,
including in the hybrid environment. Research shows that a positive onboarding
experience leads to employee retention and improved team effectiveness. A
successful onboarding plan in the hybrid environment needs to be intentional,
strategic, and ongoing in order to ensure that all new employees feel welcome and
connected to the organization and helps in setting clear expectations and boundaries.

Best Practices:

As the New Hire Starts.

Set them up for success — send them a welcome package

Prepare their technology — ensure computer/business equipment/email/connectivity needs are set up
ahead of time; assign IT or experienced personnel to assist new employee and able to respond
effectively and efficiently for challenges off-site.

Consider how to best stay in touch and create connection and feedback loops not just with leadership
but also with their new teams across the office. Give an overview of affinity or social groups in your
agency that might be of interest and offer to help get them connected Research suggests that it is
important to connect with a new hire as soon as possible. This will likely increase the overall level of
the new hire’s commitment to organization.

During the New Hire’s 1°* Week: Emphasize Personal Connection Over Paperwork

Assign to the new employee an informal “buddy” or “Phone-a-Friend" who can be accessible both in
the office and remotely (text, WhatsApp, Teams, etc.). The buddy should proactively provide support
to the new team member and serve as a sounding board, contact, and someone else they can get to
know outside of the management chain and immediate work team. This can help expand connectivity
that happens more organically when individuals are in physical proximity in an office.

Build workplace relations — welcome them warmly, perhaps through a video meeting or team
introductory video; consider making the meeting informal and a casual discussion regarding each
person’s life/business experiences, or sharing through an exercise, such as a “life journey map.”
Introduce organizational policies, culture, work schedules, and organizational videos.

Schedule one on one time with the new hire’s manager.

Develop a strategic plan for success for the new hire.

Set aside time to walk new employees through software tools, virtual files and apps, while keeping in
mind to support them collaboratively through screen sharing and video calls.

Extend the Onboarding Process: The ‘Integration and Assimilation Period’

Maintain clear communication — schedule regular virtual meetings to assess progress.

Solicit and encourage ongoing questions and feedback until the new hire is comfortable with their job
responsibilities.
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e Consider asking the employee to voluntarily complete a 360° assessment (if practical and achievable),
which can be invaluable in assisting supervisors/mentors in getting to know the employee faster, to,
develop strategies for the most effective way to assist in the employee’s development, and to allow
the employee to introspect and identify subconscious likes and dislikes.

e Prepare an Individualized Development Plan (IDP) for the new employee that contains long- and short-
term goals appropriate to the hybrid work environment.

1. Short Term Goals in the IDP: Assign a small, attainable goal/project, and collaborate with new
employee in developing a clear plan for the first 30, 60 and 90 days so that both
supervisor/mentor and employee are aligned in communication and expectations for their role
and project/assignment. This contributes towards the new employee’s self-

efficacy/confidence.
2. Long Term Goals in the IDP: It should be noted that long term goals may need to be delayed
until after the new hire is operating comfortably in the position.

Questions for e Do you consider yourself an introvert or extrovert?
New Hires e What learning style (i.e., visual, auditory, reading, or writing) best suits you?
e What communication style/format are you most comfortable with?
e What are some effective strategies you’ve used or hope to use to manage,
motivate, and engage yourself in a hybrid workplace?
e Do you have any suggestions for how we can help you develop relationships with
your colleagues and stakeholders, and how to maintain those relationships?
Learning
Resources:

Onboarding New

Employees:
Maximizing Success

-SHRM

How To Welcome
A New Employee
To The Team -
VIDEO

Employee
Onboarding Video

Template
(Editable) - VIDEO

10 Best Practices

to Improve
Employee

Onboarding -
VIDEO

-

Innoculate
Against Turnover
* Provide support through
feedback, coaching
and follow-up

@y

Onboarding helps new employees adjust to their jobs by establishing better
relationships to increase satisfaction, clarifying expectations and objectives to
improve performance, and providing support to help reduce unwanted turnover.

4 Levers for Successful Onboarding

Self- Role Social Knowledge Successful

Selaction Efficacy + Clarity T | Integration +| ofculture |= Onboarding

After selection and entry, new employees go through multiple adjustments.
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https://www.shrm.org/foundation/ourwork/initiatives/resources-from-past-initiatives/Documents/Onboarding%20New%20Employees.pdf
https://www.shrm.org/foundation/ourwork/initiatives/resources-from-past-initiatives/Documents/Onboarding%20New%20Employees.pdf
https://www.shrm.org/foundation/ourwork/initiatives/resources-from-past-initiatives/Documents/Onboarding%20New%20Employees.pdf
https://www.shrm.org/foundation/ourwork/initiatives/resources-from-past-initiatives/Documents/Onboarding%20New%20Employees.pdf
https://www.bing.com/videos/search?q=videos+on+Onboarding+employees+in+hybrid+work+environments+&ru=%2fvideos%2fsearch%3fq%3dvideos%2bon%2bOnboarding%2bemployees%2bin%2bhybrid%2bwork%2benvironments%2b%26FORM%3dHDRSC3&view=detail&mid=6C1EF73E18BA9902FC1D6C1EF73E18BA9902FC1D&&FORM=VDRVSR
https://www.bing.com/videos/search?q=videos+on+Onboarding+employees+in+hybrid+work+environments+&ru=%2fvideos%2fsearch%3fq%3dvideos%2bon%2bOnboarding%2bemployees%2bin%2bhybrid%2bwork%2benvironments%2b%26FORM%3dHDRSC3&view=detail&mid=6C1EF73E18BA9902FC1D6C1EF73E18BA9902FC1D&&FORM=VDRVSR
https://www.bing.com/videos/search?q=videos+on+Onboarding+employees+in+hybrid+work+environments+&ru=%2fvideos%2fsearch%3fq%3dvideos%2bon%2bOnboarding%2bemployees%2bin%2bhybrid%2bwork%2benvironments%2b%26FORM%3dHDRSC3&view=detail&mid=6C1EF73E18BA9902FC1D6C1EF73E18BA9902FC1D&&FORM=VDRVSR
https://www.bing.com/videos/search?q=videos+on+Onboarding+employees+in+hybrid+work+environments+&ru=%2fvideos%2fsearch%3fq%3dvideos%2bon%2bOnboarding%2bemployees%2bin%2bhybrid%2bwork%2benvironments%2b%26FORM%3dHDRSC3&view=detail&mid=6C1EF73E18BA9902FC1D6C1EF73E18BA9902FC1D&&FORM=VDRVSR
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=A1FBECC7B49E51A9A1D1A1FBECC7B49E51A9A1D1&rvsmid=6A12BAA11BA1DC101F1C6A12BAA11BA1DC101F1C&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=A1FBECC7B49E51A9A1D1A1FBECC7B49E51A9A1D1&rvsmid=6A12BAA11BA1DC101F1C6A12BAA11BA1DC101F1C&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=A1FBECC7B49E51A9A1D1A1FBECC7B49E51A9A1D1&rvsmid=6A12BAA11BA1DC101F1C6A12BAA11BA1DC101F1C&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=A1FBECC7B49E51A9A1D1A1FBECC7B49E51A9A1D1&rvsmid=6A12BAA11BA1DC101F1C6A12BAA11BA1DC101F1C&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=F469578934E8250BD5CBF469578934E8250BD5CB&&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=F469578934E8250BD5CBF469578934E8250BD5CB&&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=F469578934E8250BD5CBF469578934E8250BD5CB&&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=F469578934E8250BD5CBF469578934E8250BD5CB&&FORM=VDRVRV
https://www.bing.com/videos/search?q=Onboarding+new+employees+in+hybrid+work+environment&ru=%2fvideos%2fsearch%3fq%3dOnboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environment%26qs%3dn%26form%3dQBVDMH%26%3d%2525eManage%2520Your%2520Search%2520History%2525E%26sp%3d-1%26pq%3donboarding%2520new%2520employees%2520in%2520hybrid%2520work%2520environments%2520%26sc%3d0-53%26sk%3d%26cvid%3dFD0224B5107B4A34A6FF612791F5B7D3&view=detail&mid=F469578934E8250BD5CBF469578934E8250BD5CB&&FORM=VDRVRV

Resources:

Improving Communication and Transparency

Anderson, D. and S. Seth, ‘In a Hybrid World, Your Tech Defines Employee Experience’ Harvard
Business Review (2022) Link: In a Hybrid World, Your Tech Defines Employee Experience

Broady, Denise, ‘Strategies For Successful Communication In A Hybrid Work World’ Forbes (2022)
Link: Strategies For Successful Communication In A Hybrid Work World

Heckman, Jory, ‘EPA adopts ‘hybrid workplace’ model in office reentry plans set for May’ Federal
News Network (2022) Link: EPA adopts ‘hybrid workplace’ model in office reentry plans set for May
Jain, Vicky, ‘Embrace the transparent and flexible culture in hybrid working condition’ People
Matters (2021) Link: Embrace the transparent and flexible culture in hybrid working condition
Office of Personnel Management (OPM), ‘Performance Management Hybrid Workplace Tips for
Employees’ OPM Tip Sheet (2022) Link: Performance Management Hybrid Workplace Tips for
Employees

Temin, Tom, ‘Zoom explains why the hybrid approach to work will endure’ Federal News

Network (2022) Link: Zoom explains why the hybrid approach to work will endure

ServiceNow, ‘The arrival of the hybrid digital workplace (2020) ServiceNow Ebook Link: The arrival
of the hybrid digital workplace

Shepherd-Cross, Max, ‘Is Your Company Ready to Become a Hybrid Workplace? 7 Questions to Ask’
Officely Blog (2021) Link: Is Your Company Ready to Become a Hybrid Workplace? 7 Questions to
Ask

Strengthening and Adapting Organizational Culture

Jim Keane and Todd Heiser ‘4 Strategies for Building a Hybrid Workplace that Works’ (2021) Link:
Ask HBR: 4 Strategies for Building a Hybrid Workplace that Works

Cloudpay ‘A Guide for Transitioning to a Hybrid Workplace’ Link: A Guide for Transitioning to a
Hybrid Workplace (cloudpay.com)

Kamela Nizio ‘Adapting to Hybrid Work: Best Practices and Embracing Change’ (2021) Link:
Adapting Hybrid Work: Best Practices and Embracing Change | Fellow.app

Jennifer Guhl ‘Adapting to the Hybrid Workplace’ (2021) Link: Adapting to the Hybrid Workplace |
AVNetwork

U.S. Office of Personnel Management ‘Agency Considerations for a Hybrid Environment’ Link:
Agency Considerations for a Hybrid Environment Pre-Return Checklist (opm.gov)

Blueprint for the Hybrid Workplace ‘Adapting to the Future Hybrid Workplace with Employees Split-
In and Out-of-Office' Link: CIO: Adapting to the future hybrid workplace with employees split in-
and out-of-office

Philippe Patry ‘Strengthening Culture in Hybrid Work Environments’ (2021) Link: How to Adapt and
Support a Flourishing Team in a New Landscape (globalmindfulsolutions.com)
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https://www.peoplematters.in/article/culture/embrace-the-transparent-and-flexible-culture-in-hybrid-working-condition-31914
https://www.opm.gov/policy-data-oversight/performance-management/performance-management-cycle/performance-management-hybrid-workplace-tips-for-employees.pdf
https://www.opm.gov/policy-data-oversight/performance-management/performance-management-cycle/performance-management-hybrid-workplace-tips-for-employees.pdf
https://federalnewsnetwork.com/federal-insights/2022/02/zoom-explains-why-the-hybrid-approach-to-work-will-endure/
https://www.servicenow.com/content/dam/servicenow-assets/public/en-us/doc-type/resource-center/ebook/eb-the-arrival-of-the-hybrid-digital-workplace.pdf
https://www.servicenow.com/content/dam/servicenow-assets/public/en-us/doc-type/resource-center/ebook/eb-the-arrival-of-the-hybrid-digital-workplace.pdf
https://www.getofficely.com/blog/is-your-company-ready-to-become-a-hybrid-workplace-7-questions-to-ask
https://www.getofficely.com/blog/is-your-company-ready-to-become-a-hybrid-workplace-7-questions-to-ask
https://hbr.org/webinar/2021/10/ask-hbr-4-strategies-for-building-a-hybrid-workplace-that-works
https://www.cloudpay.com/resources/a-guide-for-transitioning-to-a-hybrid-workplace
https://www.cloudpay.com/resources/a-guide-for-transitioning-to-a-hybrid-workplace
https://fellow.app/blog/managerchats/adapting-hybrid-work-best-practices-and-embracing-change/
https://www.avnetwork.com/features/adapting-to-the-hybrid-workplace
https://www.avnetwork.com/features/adapting-to-the-hybrid-workplace
https://www.opm.gov/policy-data-oversight/future-of-work/hybrid-work-environment-toolkit/prepare-to-transition-checklist.pdf
https://www.cio.com/native-link/boundless-agility/collection/blueprint-for-the-hybrid-workplace/article/adapting-to-the-future-hybrid-workplace-with-employees-split-in-and-out-of
https://www.cio.com/native-link/boundless-agility/collection/blueprint-for-the-hybrid-workplace/article/adapting-to-the-future-hybrid-workplace-with-employees-split-in-and-out-of
https://globalmindfulsolutions.com/strengthening-culture-in-hybrid-work-environments/
https://globalmindfulsolutions.com/strengthening-culture-in-hybrid-work-environments/

Inclusivity and Equity

Brecheisen, Jeremie; Truscott-Smith, Anna and Wigert, Ben; "The Four Essential Dynamics of Hybrid
Work," Gallup (March 2022), Link: The Four Essential Dynamics of Hybrid Work

Bula, Betsy et al. “Hybrid-Remote: understanding nuances and pitfalls,” Gitlab, Link: Hybrid-
Remote: understanding nuances and pitfalls

Deligiannis, Nick, “7 ways to manage a hybrid team in an inclusive way” Hays Organization, Link: 7
ways to manage a hybrid team in an inclusive way

Delizonna, Laura, “High-Performing Teams Need Psychological Safety. Here’s How to Create It,”
Harvard Business Review (August 2017); Link: High-Performing Teams Need Psychological Safety.
Here’s How to Create It

Edelmann, Noella and Millard, Jeremy, “Telework development before, during and after COVID-19,
and its relevance for organizational change in the public sector,” ICEGOV 2021: 14th International
Conference on Theory and Practice of Electronic Governance (October 2021), Pages 436—443, Link:
Telework development before, during and after COVID-19, and its relevance for organizational
change in the public sector

Mortensen, Mark and Haas, Martine, “Making the Hybrid Workplace Fair (February 2021); Link:
HBR: Making the Hybrid Workplace Fair

Robertson, Tara and Samuel, Alexandra, “Don’t Let Hybrid Work Set Back Your DEI Efforts,” Harvard
Business Review (Oct. 13, 2021); Link: Don’t Let Hybrid Work Set Back Your DEI Efforts

Romansky, Lauren; ‘Brown, Katie; Garrod, Mial and Deo, Kartik. “How to Measure Inclusion in the
Workplace,” Harvard Business Review (May 2021), Link: How to Measure Inclusion in the
Workplace

Smith, Khalil, “Why our brains fall for false expertise, and how to stop it,” Strategy+Business (March
2018). Link: Why our brains fall for false expertise, and how to stop it

Productivity

Bergeaud, A. and G. Cette (2021) ‘Teleworking: how will it affect productivity?’ Eco Notepad Post no
198, Banque de France, Link: Teleworking: How will it affect productivity?

Grezgorczyk, M., M. Mariniello, L. Nurski, T. Schraepen (2021) ‘Blending the physical and virtual: a
hybrid work model for the future of work’ Policy Contribution 14/2021, Bruegel, Link: Blending the
physical and virtual: a hybrid work model for the future of work

International Workplace Group (IWG), ‘The IWG Global Workplace Survey, Welcome to Generation
Flex - the employee power shift’ (2019) Page 16. Link: The IWG Global Workplace Survey

Nevogt, D., ‘Are remote workers more productive? We’ve checked all the research so you don’t
have to’ HubStaff Blog (2020) Link: Are remote workers more productive?

PricewaterhouseCoopers (PwC), ‘It’s time to reimagine where and how work will get done’ PwC'’s US
Remote Work Survey (2021) Link: It's time to reimagine where and how work gets done

OPM.Gov, Services for Agencies, Telework and Hybrid Solutions Training, Link: Telework and Hybrid
Solutions Training

Professional Development

Clark, Scott, “Career Development in the Remote or Hybrid Workplace,” Reworked (Feb. 22, 2022);
Link: Career Development Strategies for the Digital Workplace (reworked.co)

Clark, Scott, “The Connection Between Learning and Employee Experience,” Reworked (Aug. 09,
2021); Link: Build Better Employee Experience Through Employee Learning (reworked.co)

Clark, Scott, “Upskill and Reskill for a Better Employee Experience,” Reworked (Aug. 27, 2020); Link:
Reskilling and Upskilling Training Tips to Create a Positive Employee Experience (reworked.co)
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https://hbr.org/2021/10/dont-let-hybrid-work-set-back-your-dei-efforts
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AND PERSPECTIVES - ProQuest

Eggert, Christian, “How Hybrid Work Environments Can Enable Productivity,” Back (Oct. 5, 2021);
Link: How hybrid work environments can enable productivity - Back (backhg.com)

getAbstract, “Updating Skills: Is There A Generation Gap?,” getAbstract (Jan. 14, 2020, updated
February 4, 2020); Link: Updating Skills: Is There a Generation Gap? | Journal by getAbstract
Hahs-Vaughn, Debbie, V. Zygouris-Coe, and R. Fiedler, “A Hybrid Evaluation Model for Evaluating
Online Professional Development,” Technology, Pedagogy and Education, 16:1, 5-20, DOI:
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(July 19, 2021); Link: The Intersection of Learning and the Digital Workplace (reworked.co)
Prokopeak, Mike, “Upskill and Reskill for a Better Employee Experience,” Reworked (Aug. 27, 2020);
Link: Reskilling and Upskilling Training Tips to Create a Positive Employee Experience (reworked.co)
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(Feb. 19, 2021); Link: How Learning and Development Will Improve Employee Experience in Remote
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Scoop Team, “4 Professional Development Planning Tips for Hybrid Teams,” Scoop (Feb. 23, 2022);
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(takescoop.com)
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Maximizing Success - SHRM Foundation
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